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I. PROJECT OBJECTIVES & SCOPE 
A. PVAMU's rapid growth and expansion have created the need 
for improved fiscal policies, systems and procedures. 
1. The state audit of PVAMU's fiscal year ended August 
31, 1985 identified significant internal control 
weaknesses which resulted in a disclaimer being 
issued. 
2. PVAMU senior executives want to minimize the 
possibility of another unfavorable audit opinion in 
FY86 and have initiated a joint effort with the 
Texas A&M University System to resolve the FY86 
processing backlog. 
3. PVAMU senior executives also have critical concerns 
regarding the ability of fiscal operations to 
effectively serve the users. 
Are the staffing levels of the fiscal affairs 
appropriate? 
Can Data Processing effectively support the needs 
of Fiscal Affairs? 
What impact will the unresolved accounting 
problems have on implementation of the new 
automated Financial Records System (FRS)? 
B. PVAMU's President engaged Coopers & Lybrand to make an 
independent objective assessment of the Fiscal and Data 
Processing departments, current fiscal operations and 
the joint PVAMU-TAMUS backlog reduction efforts. 
1. A comprehensive review should be made of all current 
fiscal and data processing activities to identify 
"bottlenecks" and ascertain priorities for 
improvement. 
2. Detail analysis of critical issues is needed to 
identify improvement alternatives and prioritize 
short-term actions. 
3. Key findings and conclusions should identify major 
improvement program segments and longer-term 
actions. 
There should be substantial interface and 
dialogue with the PVAMU executives responsible 
for the departments under study to solicit 
their input and participation. 
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C&L consultants also should work closely with 
TAMUS executives when assessing progress on 
resolution of the backlog, identifying improve­
ment opportunities and defining longer-term 
actions. 
The following work steps were performed in Coopers & 
Lybrand's Diagnostic Analysis and Improvement Study: 
1. Interviews were conducted with key fiscal and data 
processing personnel to define current operations 
and identify bottlenecks. 
2. Key academic, student affairs and development 
users were interviewed to assess service levels. 
3. Current procedures, practices and operations were 
flowcharted and documented. (Exhibit I) 
4. A preliminary review of findings and conclusions 
was given to PVAMU's President after two weeks to 
promote implementation of short-term improvements 
actions. 
5. C&L conducted additional interviews and analysis 
of current operations to validate and refine 
findings and conclusions. 
6. Findings and conclusions, short-term improvement 
actions and recommended next steps were documented 
in a final report. 
II. SUMMARY OF FINDINGS AND CONCLUSIONS 
A. Significant improvements have been made in FY86 fiscal 
backlog at Prairie View A&M University through joint 
PVAMU-TAMUS efforts. 
1. Accounts payable and purchasing sections have been 
restructured and accounts payable backlog virtually 
eliminated. 
Purchasing and vouchering functions were cen­
tralized in the Fiscal department to provide 
control. 
Over 2,000 invoices, vouchers and rejected 
vouchers have been processed. 
Documentation is being prepared for 
approximately 200 vouchers that will enable 
PVAMU to reimburse local funds from carryover 
FY85 state appropriations. 
Voucher logs were created to support new cen­
tralized accounts payable and purchasing 
procedures. 
Logging documents in/out of purchasing and 
accounts payable identifies bottlenecks. 
The logs also allow evaluation of procedures 
and staff. 
The voucher backlog has now been processed from 
accounts payable through the state voucher sec­
tion and out of the Fiscal department. 
2. State appropriations have been reconciled through 
August 31, 1986. 
Lists have been compiled of all reconciling 
items. 
Efforts are underway to locate underlying docu­
ments which provide basis of reconciling items. 
Causes of errors that are systematic in nature 
will generate procedural changes and internal 
control improvements. 
3. Bank reconciliations have been performed for 21 of 
22 bank accounts through August 31, 1986. 
Efforts are being made to locate underlying 
documents to identify causes and make 
corrections. 
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The need for procedural changes and improved 
internal controls will be identified. 
Prior year audit findings have been systemati­
cally addressed to correct identified errors, 
other than the bank and appropriation 
reconciliations being completed by TAMUS. 
4. Prior year audit findings have been systematically 
addressed to correct identified errors. 
Specific actions have been initiated to 
eliminate causes of significant FY85 audit 
findings such as unsigned journal vouchers, lack 
of detail supporting schedules, etc. 
PVAMU has prepared most of the supporting 
schedules for FY86 requested by the State 
Auditor. 
- Bank and state appropriation reconciliations 
are being completed by TAMUS. 
PVAMU-TAMUS team identified activities and 
procedures or lack thereof which are 
contributing to errors and internal control 
weaknesses. 
B. Reduction of backlog has improved processing of current 
transactions. 
1. A five day turnaround is being achieved from receipt 
of an invoice to the preparation of a check (local 
funds) or forwarding of state vouchers to the state 
fund control section of the PVAMU fiscal office. 
2. New processing procedures which are in accordance 
with TAMUS and State guidelines such as the use of 
purchase orders instead of check requests and state 
vouchers for vendor orders have been implemented in 
accounts payable and purchasing. 
3. PVAMU payables staff was provided training in proper 
preparation and submittal of vouchers. 
C. Transactions for FY87 have been processed but have not 
been posted to the accounting system. 
1. The present automated system will not permit posting 
FY87 data until FY86 has been completely closed. 
2. FY86 will be closed on November 21, 1986 and FY87 
posting can begin. 
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3. Clean beginning balances for FY87 will be available 
after the completion of the FY86 reconciliation 
effort by TAMUS. 
D. Corrective actions taken to date have reduced backlog, 
but a standardized system with effective internal 
controls that will help ensure a "clean audit" for FY87 
has not been implemented. 
1. Corrective actions were implemented in July 1986 
after majority of FY86 processing had been 
performed. 
2. Basic internal control weaknesses identified by the 
State Auditor during the FY85 audit have not been 
corrected due to concentration of effort on resolu­
tion of the FY86 backlog. 
Same deficiencies exist in many of FY86 account­
ing transactions as found in FY85 audit. 
Missing vouchers and/or more detailed support 
documentation are needed to properly reconcile 
accounts. 
Balances for FY86 may be affected by "plug 
adjustments" for prior period "backlog clean­
up" . 
3. Documentation of fiscal operating procedures, and 
staffing for FY87 processing have not been 
addressed. 
Improvements in fiscal procedures and controls 
to correct the causes of systematic errors have 
not been implemented. 
- Transportation of vouchers between multiple 
processing locations creates internal 
control problems, data entry backlog, filing 
backlog and can result in lost vouchers and 
increased errors. 
Many invoices in accounts payable do not 
have matching purchase order "on file". 
PVAMU's middle management does not have strong 
technical skills and there is a shortage of 
qualified professional accountants. 
Lack of formal fiscal policies and 
procedures increases the need for management 
that is technically strong. 
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- Large numbers of people can not compensate 
for lack of accounting skills. 
Lack of written guidelines increases need 
for "hands-on" supervisory efforts. 
4. TAMUS internal auditors believe it will be difficult 
to avoid a disclaimer or adverse opinion on FY86 if 
field work starts on December 1, 1986 as currently 
scheduled. 
State auditor's comments cited basic internal 
control weaknesses that have not been addressed 
effectively. 
Postponement of FY86 state audit field work 
until March, 1987 provides much improved chance 
for better opinion. 
Rescheduling will allow PVAMU to concentrate on 
implementation of improved procedures and 
internal controls for processing FY87 
transactions. 
Level of service to PVAMU departments has not been 
consistent and users do not believe Fiscal's management 
truly understands their needs. 
1. Recently implemented user department procedures do 
not provide for special needs or accommodate emer­
gency situations easily. 
Special needs exist in certain departments (Co­
operative Extension, Physical Plant, etc.) that 
are not adequately addressed by current user 
procedures. 
Petty cash accounts, credit cards, etc. are 
needed by users to function effectively. 
A priority or emergency payment alternative 
does not exist. 
User procedures do not properly balance need for 
fiscal controls with the support service role of 
fiscal operations. 
Users recognize Administrations lack of confi­
dence in PVAMU fiscal operation and use it to 
promote their purposes. 
Users often do not comply with procedures 
even when time permits. 
Investigation of a few specific errors indi­
cated different circumstances than those 
reported by complaining party. 
User input was not broadly solicited when proce­
dures were being developed. 
Procedures are generic rather than designed 
to meet specific user requirements. 
More thorough training of user's administra­
tive staff and secretaries is required for 
existing and new procedures. 
2. PVAMU departments are not effectively involved in 
approval of payment for goods and services they 
receive. 
Checkpoint does not exist outside of Fiscal to 
ensure vendors are performing services requested 
or delivering goods ordered. 
Vendors sometimes send invoices for payment (to 
Accounts Payable) before satisfying user 
department requests. 
Some vendors are being paid twice and others 
experience unacceptable delays in processing of 
vendor invoices. 
Users submit copies of invoices for payment 
in response to vendor calls. 
PVAMU has credit balances with several 
vendors while others remain unpaid for 
extensive time periods. 
Fiscal operations don't effectively utilize the 
records, logs and other information maintained 
by user departments to reconcile user service 
inquiries. 
F. The backlog reconciliation efforts and lack of fiscal 
operating procedures have caused delays in processing 
current accounting information and transactions. 
1. Accounting information is not processed in a timely 
manner and reports issued do not reconcile to PVAMU 
department and other fiscal records. 
The records, logs and other information main­
tained by PVAMU departments are difficult to 
reconcile with reports currently received from 
Fiscal. 
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Accounting information is not provided to users 
in a timely manner and data received frequently 
is not correct. 
Monthly status reports frequently are 
several months old when received. 
Expenditures are inaccurately coded against 
fund accounts. 
2. Fiscal operations do not consistently meet 
"promised" response times in processing vendor 
invoices and travel reimbursements. 
Correctly filled out requests are not processed 
in a more timely manner than requests that 
contain errors. 
There are extensive delays in processing travel 
reimbursement and lead time requirements for 
travel advances are not realistic. 
Specific scientific and engineering experiments 
are hampered by inordinate delays in Fiscal 
processing vendor invoices. 
G. The current joint PVAMU-TAMUS improvement plan will 
resolve the backlog but does not address rapid implemen­
tation of improved fiscal systems and controls. 
1. A smooth functioning system for processing FY87 
transactions is "MUST" to demonstrate progress prior 
to State Auditor's review of FY86. 
2. Standardized policies and procedures that provide 
effective internal controls and guide FY87 process­
ing have not been implemented. 
Large numbers of untrained temporary personnel 
and work study students are working without 
effective guidelines. 
Lack of documentation of transaction flow allows 
errors to continue in FY87 processing. 
Individuals are told verbally how to process 
fiscal transactions but written job descriptions 
or procedures have not been prepared. 
3. Redundant data is being entered in different systems 
without proper reconciliations. 
H. Data Processing's support of current fiscal operations 
has been minimal. 
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A formal defined method for evaluating and 
responding to DP service requests has not been 
utilized. 
Computer equipment and DP personnel performance 
statistics are not routinely maintained. 
There is an application programming backlog of 3 
to 4 months and DP management believes there is 
an even greater "hidden" backlog. 
4. The proliferation of PC's and 3rd party processors 
illustrates the users' lack of confidence in DP or 
unawareness of capabilities. 
There are 113 PCs at Prairie View with 35 of 
these being for administrative use and none are 
currently linked to the mainframe. 
Poor communications between users and DP 
contributed to the lack of awareness. 
I. The automated Financial Records System (FRS) project has 
made some progress, but a better coordinated effort is 
needed to ensure implementation in September, 1987. 
1. FRS implementation has proceeded without adequate 
project planning. 
FRS is to replace the current system (both 
manual and automated) which has neither been 
documented nor completely understood by the 
project team thereby creating the risk of the 
new system not meeting all of the requirements 
of the users after implementation. 
A full-time project director was not hired until 
July, 1986. 
Detailed work plans that assign tasks for both 
Fiscal and DP personnel had not been developed. 
2. Fiscal personnel's role in the FRS project has been 
suspended so that they can devote their full 
attention to stabilizing current operations. 
TAMUS recommended work on the implementation of 
FRS be postponed until fiscal operations have 
been stabilized. 
C&L concurred with TAMUS recommendation and 
suggested detail system requirements be defined 
before proceeding. 
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The DP team has continued work on the automated 
system during the suspension but Fiscal should 
be involved in major decisions now being made. 
The IBM 4361 and FRS software have been installed 
for a year with little progress having been made. 
A formal requirements analysis document for 
users to define in detail what they need has not 
been developed. 
The technical support project team members have 
not developed a detailed design document 
defining how FRS can be structured to meet 
Fiscal and User department needs. 
Project planning has been attempted several 
times, but a requested detailed work plan has 
yet to be approved. 
Project meetings and reviews have not been 
conducted on a regular schedule. 
An interface with BPP is required to enhance 
fiscal systems integration. 
PVAMU has had little experience implementing large 
DP projects in a given time period with their own 
resources. 
User, operations, and systems manuals need to be 
written. 
Personnel in 49 user departments and 16 fiscal 
departments must be trained. 
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III. SHORT-TERM IMPROVEMENT ACTIONS 
A. The short-term improvement program has been expanded to 
include additional issues such as validation of dis­
crepancies; identification of write-offs; establishment 
of clean FY87 account balances; implementation of oper­
ating procedures and establishment of internal controls 
to stabilize FY87 processing. 
1. FY86 state audit has been rescheduled until March, 
1987 to provide additional time to further refine 
reconciliations and establish clean FY87 account 
balances. 
TAMUS met with auditor to explain actions taken 
to date and improvement plan in process. 
Provided description of improvement plan and 
timing of action. 
- Solicited their support. 
State auditor will make a preliminary review of 
FY86 in January, 1987. 
2. Operating procedures which streamline FY87 process­
ing and institutionalize fiscal activities are 
being developed and installed. (Exhibit III) 
Procedure group established to begin documenta­
tion of transaction flows, procedures, and job 
tasks ASAP. 
C&L staff will be utilized until PVAMU staff 
available. 
TAMUS staff will review procedures for audit-
ability. 
Procedures will be implemented by section as 
soon as complete. 
Findings and causes of errors identified during 
reconciliations are being used as basis for 
efforts to implement corrective actions and 
establish effective internal controls. 
Provide needed support and personnel for fiscal 
operations to ensure processing stays current. 
- Establish internal controls and voucher 
tracking system. 
- Utilize short interval scheduling to evaluate 
staff effectiveness. 
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Thoroughly train permanent staff in new 
procedures. 
Freeze current fiscal procedures and suspend 
implementation of revised user procedures. 
B. TAMUS will complete reconciliation adjustments for FY86 
and provide clean FY87 opening balances by March 1, 
1987. 
1. TAMUS will utilize PVAMU supporting documentation 
and data from outside sources to substantiate FY86 
transactions. 
PVAMU is providing the following data to support 
reconciliation adjustments: 
General ledgers for FY85 and FY86. 
- Monthly work reports and Annual Financial 
Reports. 
Bank and state reconciliations and all 
supporting documentation. 
Journal vouchers with supporting documenta­
tion cataloged and inventory lists prepared. 
TAMUS will obtain additional support data avail­
able from other sources to validate reconcilia­
tion adjustments. 
State Comptroller. 
PVAMU banks and vendors. 
2. TAMUS will provide PVAMU with net adjustments to 
September 1, 1986 account balances and prior period 
adjustments. 
TAMUS will identify transactions that cannot be 
validated and recommend appropriate write-offs. 
- Amounts carried on PVAMU's books that cannot 
be validated will be recommended for write­
off in FY86. 
PVAMU Fiscal and Administration executives 
will make final judgments on write-offs. 
TAMUS will prepare PVAMU final Annual Financial 
Report for FY86 after reconciliation is 
complete. 
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3. TAMUS and C&L will assist PVAMU with explanation of 
reconciliation actions during the FY86 state audit. 
C. PVAMU and C&L have formed a separate project team to 
create/enhance procedures, establish effective internal 
controls and train fiscal personnel. 
1. More effective procedures, controls and performance 
measures are being developed to stabilize FY87 
processing reliability, timeliness and the level of 
service to user departments. 
Procedures will be implemented on a section-by-
section basis, i.e. payables, appropriations, 
etc. to speed results. 
Performance measurements such as short interval 
scheduling will be utilized to minimize staffing 
requirements. 
Internal controls needed to institutionalize 
fiscal processing are being defined and 
implemented. 
Training needs of permanent fiscal staff are 
being documented and specific action-oriented 
training plans developed. 
2. Enhanced fiscal operating procedures and controls 
developed by the PVAMU-C&L procedures project team 
will be implemented "IMMEDIATELY". 
Many enhancements will require significant 
implementation effort on the part of PVAMU 
personnel. 
New forms, many with pre-printed sequence 
numbers, will be required. 
Fiscal personnel must be thoroughly trained 
to use new procedures. 
- Appropriate training sessions should be 
planned and conducted for user department 
personnel. 
Implementation of these controls will enable 
PVAMU to streamline the Fiscal organization and 
staffing. 
The time required to process transactions, 
perform accounting closings and produce 
management reports will be reduced. 
- 14 -
E. PVAMU fiscal staff are concentrating on FY87 
processing. 
1. Trial balances from PVAMU FY86 closing will be used 
as opening balances for FY87 until TAMUS reconcil­
iation of FY86 is completed. 
2. Procedures and internal controls are being enhanced 
to minimize deficiencies detected during reconcili­
ation and current processing efforts. 
The procedures and controls group will implement 
improved fiscal operating procedures as they are 
developed. 
Existing controls will be strengthened and new 
procedures implemented where weaknesses exist. 
3. PVAMU's fiscal staff will be reduced to balance 
with workload as fiscal operating procedures and 
internal controls are installed and processing 

















































































































































































































































































































































































































































































































































































































































































































































































REMAINING STEPS TO COMPLETION (Exhibit IV) 
A. A DP Steering Committee should be established to 
evaluate all requests for support, and to prioritize 
activity. 
1. Service request procedures should be developed to 
allow users to request DP support. 
2. Computer utilization information, personnel assign­
ments, projects in progress and future automation 
plans should be defined. 
3. Formal DP operating standards and procedures should 
be developed and implemented. 
Work assignments should be developed for 
personnel in the department. 
Status reports should be provided from each 
supervisor to the DP Director. 
B. The FRS project should be restructured and resumed in 
January, 1987. 
1. The current status of the FRS system should be 
assessed by a PVAMU-C&L team. 
All documentation related to FRS should be 
collected and reviewed. 
All contracts related to FRS should be reviewed 
to assess their status, remaining services and 
payment schedules. 
2. A formal FRS implementation program that includes a 
separate review committee and dedicated project team 
should be established. 
The project team should include full-time support 
from DP and Fiscal personnel. 
The team should include persons experienced 
with FRS. 
Persons experienced with implementations of 
large packaged software systems should also be 
included. 
FRS Project Review Committee composed of PVAMU 
user and Fiscal department personnel and TAMUS 
staff should hold bi-weekly meetings to review 































































































































































































































































































































































































































































3. A detailed FRS implementation work plan should be 
developed by the FRS Project Team and approved by 
the FRS Project Review Committee. 
The plan should specify personnel assignments, 
estimated durations and start and finish dates. 
- A requirements analysis to document needs 
should be the first major effort. 
The "approved" detailed design should be 
documented. 
Comprehensive test plans, which include exten­
sive involvement from Fiscal, should be 
developed. 
User training should be developed, and a pilot 
test conducted prior to using FRS as the system 
of record. 
4. The FRS package should be implemented in modules. 
Accounts Payable, Financial Accounting, and 
Purchasing should be implemented sequentially. 
FY88 is the earliest target date for implementa­
tion of the total FRS system. 
An independent project coordinator should be 
employed to monitor and provide an objective 
assessment of progress to the PVAMU President. 
C. PVAMU President and TAMUS have asked Coopers & Lybrand 
to conduct a readiness review of fiscal operations prior 
to the FY86 state audit. 
1. C&L will utilize an independent team of auditors for 
this review. 
2. The review will begin in early February and last 




PRAIRIE VIEW A&M UNIVERSITY 
PHASE I - DIAGNOSTIC ANALYSIS AND IMPROVEMENT STUDY 










Analyst - Charles Neveu, TAMUS 
Budget/Payroll/Personnel System (BPP) 
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ADP Service Bureau 
Remote Processor, Terminals, and Printers in Accounts 
Payable Linked to Host Computer at ADP in Houston 
Averages $2050 monthly for a $24,600 annual total 





Wachovia Services Service Bureau 
DEC VT220 Terminal in Accounts Receivable Linked to 
Host Computer at Wachovia Services in Winston-Salem, 
Carolina 
$2137 monthly for a $25,644 annual total 





Prairie View A&M Computer Services Center 
Student Accounting System 
Analyst - Alice Cotton, Praire View A&M 
KEYFAST Data Entry System 
RJE Station Linked to Amdahl at College Station 
Accounts Receivable Reports from KEYFAST Batch Files 
Cashier's Daily Trust Account Balance Report from 





Prairie View A&M Computer Services Center 
Test System for FRS 







Log of Incoming Documents 
Vendor ID Calculation 
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APPENDIX A 
Computer: IBM PC 
Location: Accounts Receivable 
Application: Log of Outstanding Travel Advances 
Computer: IBM PC 
Location: General Accounting 
Application: Reconciliation of Bank Accounts 
Computer: IBM PC 
Location: Budget Control 
Application: Log of Incoming Purchase Requisitions and Encumbrances 
Computer: IBM PC 
Location: Cashier 
Application: Daily Deposit Summary 
Computer: IBM PC 
Location: Central Stores 
Application: Inventory Control System 
Computer: IBM PC 
Location: Controller 
Application: Investment Report 
Computer: IBM PC 
Location: Financial Reporting 
Application: Log of Vouchers Sent to State 
Computer: IBM PC 
Location: Purchasing 
Applications: Log of Incoming Purchase Requisitions 
Vendor Data Base 
Computer: IBM PC 
Location: Restricted Funds 
Application: Log of Incoming Purchase Requisitions and Encumbrances 
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